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FIRST UNITARIAN CHURCH OF WILMINGTON, DELAWARE 
 

MEETING:  Board of Trustees Meeting, May 18, 2009 TIME:  7:00 pm to 10:00 pm 

MEMBERS PRESENT:   Cindy Cohen, Phil Dowd, Maggie Duffy, George Huhn, Marilyn Hyte, Barbara 
Lenahan, Jeff Lott, Nancy Pinson, Michael Toll, David Weiss 

MEMBERS ABSENT:  Pam Finkelman, Barry Marrs 

OTHERS PARTICIPATING:  Steve Cohen (Treasurer), Rev. Josh Snyder (Note: Rev. Barbara Gadon on 
sabbatical) 

CALL TO ORDER:  George     CENTERING:  David     PROCESS OBSERVER:  Phil 

 

1. CALL TO ORDER 

Nancy called the meeting to order at 7:00 pm.  

2. CENTERING 

David provided our opening “left-of-center” centering words. 

3. BOARD REORGANIZATION 

a. Election of 2009-2010 Officers 

Motion #1:  George Huhn nominated the following board officers for 2009-2010: Cindy Cohen as 
Secretary, Marilyn Hyte as Vice President, and Nancy Pinson as President. Motion 
seconded and vote approved unanimously.  

b. Appointment of Treasurer 

Motion #2:  Nancy Pinson nominated Steve Cohen to the Treasurer position again this year, and 
thanked Steve for his service this past year. Motion seconded and vote approved 
unanimously. 

c. Thanks to Outgoing Officers 

Nancy thanked our three outgoing board members: Pam Finkelman, George Huhn, and Barry 
Marrs. Only George was in attendance, so he got to select his “rock of difference” outgoing gift, 
after which he was excused from the remainder of the meeting. 

4. COVENANT RENEWAL 

Nancy reviewed our covenant with all board members – new and old. In the spirit of being an inclusive 
leadership community, we’re expanding the covenant signing to include our Treasurer, Steve Cohen, 
and potentially the members of the Executive Team, Rev. Josh and Rev. Barbara. Will review the 
covenant over the next month to see if we want to revise to include ET as ex-officio members, after 
which we will all sign it and post it publicly. 

5. PRESIDENT’S CHARGE TO THE BOARD 

Nancy asked us to: 
- Connect 
- Show radical hospitality 
- Be an active member of the team 
- Learn 
- Be bold and innovative in our thinking 
- Have patience 
- Take care of yourself 
- Have fun 
- Create an experience worth celebrating 
- Set clear boundaries that protect us 
- Make a difference in people’s lives 
 



 
Board of Trustees Meeting, May 18, 2009 – First Unitarian Church of Wilmington, Delaware Page 2 

6. CONGREGATIONAL INPUT 

- Age of Reason service received numerous positive comments from so many members and guests 

- Concerned that during annual meeting many of our younger members/parents left before the end of 
the meeting.  

- Heard good things about Susan Madison’s service from a number of folks and that it was great to see 
the depth of our staff. 

- Discussions this past week were both fruitful and respectful for the most part. Do have right relations 
covenant we need to keep in mind as we listen to our congregation. It is all of our responsibility to 
uphold this covenant as we hear things. May want to raise it up to the congregation routinely, possibly 
with highlights of it read as part of our annual meeting. Gil Rendle’s book on covenants may have 
some tips on how to enforce them. 

-  Many people mentioned how well Steve did with all 3 meetings leading up to the budget vote at the 
annual meeting. Nancy mentioned she wants to follow up with Glen Barbaras, who is skilled using 
sound reasoning, even if disagreeing with something. We appreciate that. Also appreciated Marie 
Oakberg’s words about any level of money can have varying degrees of personal sacrifice. 

- How will we be communicating to those who gave money to the capital campaign, as we indicated at 
the annual meeting? Planning to send out letter discussing vote to everyone who gave money, and can 
place notice in Quest. To come from board and ET. 

Action #1:  Board and ET to send out “opt out” notices to those who gave money to capital 
campaign (155 pledge units but difficult to determine who actually gave the money). 
To follow up with notice in Quest as well. Jeff to assist in crafting the letter to go out.  

Action #2:  Marilyn to follow up with Marina on UUA mortgage details, as follow-up from annual 
meeting vote on paying off mortgage. 

7. EXECUTIVE TEAM REPORT 

a. Overview of Executive Team Report 

Josh reported that the budget process this past month served as the ET incidental report, since we 
were all together for that process. Will return to incidental reports at next board meeting. 

b. Ends Monitoring  

Josh provided an overview of ET reporting for the new members: that the Board’s role is to monitor 
the ET, and these reports serve that purpose. There are three kinds of reports:  

• Ends policy reports – which focus on our 5 Ends policies (vision statements) that move us 
toward our visions. 

• Limitations – tells the ET what it can’t do, with the assumption that anything else is 
acceptable. Worded in negative language (shall not fail to …). 

• Incidental report – anything that doesn’t fall into the other two types of reports. Board 
doesn’t need to take action on these, more for informational purposes and updates to 
ongoing things happening in the church. 

i. End #1 – A vibrant community of religious learning 

“… for people of diverse spiritual paths who participate actively together in lifelong 
Unitarian Universalist studies, opening our minds and awakening us to engage in 
meaningful and compassionate action in our lives.” 

- Nancy noted there was no interpretation listed for this End. An oversight, Josh will correct.  

- Josh reported they sought info on being successful about our diverse spriitual paths and 
talked with folks from UU Christians and Godfrees – both indicated they feel accepted 
through these small groups. 

- Children and Youth feedback sought from a family in Age of Reason and a family in OWL. 
CYRE survey also done – majority (out of 9 total surveys) said their “children's participation 
in First U is helping developing their spirituality and understanding of UU values and 
beliefs.” 
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- Mike spoke to the Age of Reason program and noticed first-hand that the kids really 
enjoyed getting together and working on the themes. Would be nice to have data directly 
from the kids. 

- Jeff supports external benchmarks, but warns we need to ask same questions to collect 
true comparison data. Supportive of doing so, will be a positive outcome for the program. 

- Cindy asked about plans for upcoming small groups and their inclusiveness. Barbara and 
Josh working toward open groups next year, but that even closed groups are spiritual 
practices, even if not handled in the way that could be more open. 

- Asked what percentage of parents whose children attend CRE are members? Area of 
potential membership growth. 

- Question raised on how we get larger sample sizes for measurements? (Nancy explained 
we can change our limitations to include specific measurements. Can discuss that this 
summer when we review our policies and limitations. Josh also added that it’s tricky to 
measure ends/outcomes, but the ET is improving on that.) 

Motion #3:  To accept report as amended with interpretation inserted.  
Motion seconded and approved unanimously.  

ii. End #3 – A welcoming and caring community 

“… where all are lovingly included, celebrated and nurtured no matter what their race, 
class, creed or whom they love.” 

- Josh reported the ET talked with 2 new members this year – one positive (joined 
membership team), one not so positive (their child feels welcomed, but they haven’t found 
their niche). 

- Also noted Susan Madison’s class served 2 Ends – End #3 (welcoming) and End #1 
(diverse spirituality). Board asked what measures success? Is 2% of congregation 
attending succesful? Need to set goals. 

- ET indicated pastoral care is difficult to measure outcome for. Board suggested we could 
have a survey question that asks if members feel cared for. 

- Benchmarks needed for race/creed/class/whom they love within this End and ask ourselves 
how open we are to these aspects. Cindy suggested we have an opportunity to become 
“the” place for couples from mixed religious backgrounds who need a spiritual home that 
encompasses both of their backgrounds.  

- Assessment: Membership team just being formed and moving forward. (Nancy indicated 
the UUA does have benchmarks for these which she’s passed on to the ET already, which 
measure success relative to welcoming through membership data.) 

Motion #4:  To accept report as amended with interpretation inserted.  
Motion seconded and approved unanimously.  

8. TREASURER’S REPORT AND PLEDGE CAMPAIGN UPDATE 

Steve reported we’ve finished month 10 of fiscal year, first 9 months we’re always cash positive, last 
quarter we typically have less pledge income. For new members, Steve explained his role, which is to 
review operating results – the income and outgo – for the board monthly. This month pledged income is 
at 103%, down 5% from last month. Operating income is at 92%, running 92% of what we had forecast. 
Operating loss is $15,643, which is on traditional sources of income. Auction money came in since then, 
we took Heritage Fund monies in May, and the $62,000 of undesignated savings haven’t been touched 
yet. We’re at 68% of salary and benefits right now. Hope to have some of the $62,000 left over at end of 
this year.  

In the balance sheet, our checking account is up some, capital campaign is up some due to interest, the 
Funds account (Alliance, book corner, etc.) is slightly up due to interest, in the Janney money market 
savings account (a stock pass-through account) we recently transferred some monies from money 
market to endowment. Endowments are up (that where the Heritage Fund is kept – and it’s up 
$500,000). Booster card inventory is down some but it’s a flexible account. Total overview is that we’re 
up slightly. 
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The Summary section of the Treasurer’s report is Steve’s view on where we are and what we should be 
worried about, if anything. Line by line budget reports go to Marina, Josh and Nancy, but not to the Board 
as a whole since we need to stay strategic in focus, and not get bogged down in the minutiae – that’s 
Steve’s role and the ET manages that process. 

As for our current pledge campaign for next year: Our recently stated pledge goal was $606,000 (this 
figure doesn’t count Alliance/book corner donations). The pledge income has been falling lately, and the 
late pledgers tend to give less. We had 33 new pledges that we didn’t have last year, 11 drops, and 10 
hardship. So we had more money in than out, with 93 increases and 50 decreases, but total dollars are 
bigger on the decrease side than the increases. Only 37 pledge units to go, worth $23,000 (never been 
this ahead of the game this early). We now have $573,000 in hand and expect to get another $23,000 for 
a total of $596,000 total expected in pledges. Anticipate we will probably have a gap of $9,200 that the 
ET will need to handle. 

The Treasurer’s Report was accepted without a motion or vote. 

9. POLICY REVIEW / UPGRADES 

a. EL #6.8 – Investment Policy Update 

“The Executive Team may not fail to have a Board approved investment policy for non-
operating capital.” 

Background: Board voted to turn power of the Investment Policy to the ET a few months back. A 
subcommittee of the Board (Phil, Barry, Nancy) was charged to craft by-law revisions and roll them 
into Executive Limitations.  

Subcommittee has now drafted investment policy changes rolled into EL 6. The draft has been 
reviewed by Anna Hamilton, head of the Finance Team. She had some questions, including 
subpart l. (lowercase L) – should we have limitations on number of bonds?  

Discussion: 

- David: Wording on 6.8 – would wording have applied to new sanctuary? (No, more for tangible 
gifts like Stain Glass windows.) 

- Nancy: Policy sounding items were put under 6.8, and guidelines were left as guidelines, such as 
under #9 – that ET will maintain investment guidelines. 

- Josh: 6.7 is now probably redundant given the level of detail in 6.8. Anna can address that.  

- Josh hopes there can be some lumping and splitting, this seems very detailed, can some of these 
be combined? (Jeff indicated that due to the board’s fiduciary responsibility, done in detail due to 
that very reason.) 

- David and Marilyn: Trust that wording is understandable by folks with financial knowledge, since 
not all of the board members have those skills. Need to ensure that happens. (Josh: Language 
needs to be as clear as possible in our policies and not assume it would take someone with a 
higher level of expertise. For example, #9 is too wordy.)   

- Michael: to have many subsections under one section seems odd.  

Action #3:  Board to review policy and send additional suggestions to Phil. Nancy and Phil to be 
meeting with financial team in next few weeks to further review. 

b. EL #3 – Financial Planning and Budgeting 

“Financial planning for any fiscal year or the remaining part of any fiscal year shall not 
deviate materially from the Board’s Ends priorities, risk fiscal jeopardy, or fail to be 
derived from a multiyear plan of not less than three (3) years.” 

Exceeds its scope, limitation needs clarity around asssumptions. Nancy indicated we looked at the 
January assumptions we agreed to, selected those which were important for board control, those 
that we didn’t need to control we didn’t include, and then we included more general ones on 
changes in budget based on discussions in our previous meeting. Relative to the changes that 
might occur in a budget within a year or year to year. For example, #10, grants for growth – the 
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congregation voted for this and important to keep in our sights. Items #11 and #12 we agreed to in 
January.  

- Josh indicated this means the Board is listening to the ET and they thanked us for providing more 
clarity for them. This document is what the board tells the ET what our priorities are and what 
makes our ends and mission real. A priority list for how we accomplish our goals. Asks we look at 
these through the lens of what moves us toward those Ends? For example, denomination dues and 
Grants for Growth would be around End #5. What popped out to Josh is that there is no mention of 
the Ends. Maybe a suggestion of a certain percentage of the budget assigned toward particular 
Ends. Would get us to #10 and #11.  

- Josh: So when cuts have to be made the ET has a sense of our priorities. Also noted staff is 
unprotected in these assumptions. Without mention of them they’re left out. (Nancy: The 
compensation limitation would take care of that, so not needed here.) 

- Nancy: These are control points, assume they’ll be in the budget. If they can’t be, then the ET 
would be coming back to the board to have the conversation with us, but otherwise they’re the 
control points. Josh thought they were getting into the line items instead of looking at the Ends 
statements. 

- Jeff unsure about including percentages, but definitely can see matching them up to Ends and 
prioritizing them. 

- David: Language sounds as though these are non-negotiatable intractable points. If they’re to 
take into consideration market fluctuations, then we can’t say “shall not” without specific directives. 
(Nancy indicated that’s implied into the limitation – that’s what limitations are all about.) 

- David: Clarification of #6 – don’t understand. (Nancy: Subcommittee didn’t agree witht this one 
and she stuck it in anyway. Josh: Too vague, put what you want the limitation to be rather than 
name the undefined document that the ET won’t understand. What will that do for you? Put that in.) 

- Josh: #8 in contradiction to BETL #2? A by-law that’s in contradiction to policy governance. And 
the 5% in Heritage Fund isn’t in bylaws and should be in here instead. 

- Nancy: If #4 drops substantially – or increases – we’d like to know. Would impact ability to 
achieve the ends. (Josh: Mention of control points help him understand better.) 

- Jeff clarified #5 – intentional not to put in range. And #6 – some pledges are big enough that it 
could be 3-4% of your total income. Need plan/idea as to how you would react to replace that 
money if pledge is lost. (Nancy: From management perspective, better to think ahead of time – is 
there something we need to be doing to mitigate lost of members? Mitigation plan: May want to 
think about touching base with these people as part of a plan of inclusion. Not to the exclusion of 
others, but part of the bigger plan. Josh: Item 15.d – income reserve is a good example. Concern 
that EEC income would be lost if they moved, so we’re creating a reserve fund that would cover a 
year of that income as a contingency plan. Mitigation plan is to make sure they’re in a positive 
relationship so they don’t pull out of anger. Different than a contingency plan – getting ahead and 
preventing it. Josh: Challenges the board to write that into your policy for future use.) 

Action #4:  Board to review and send additional questions/suggestions to Jeff and Nancy. 

c. GP #5 – Board Committee Principles 

“The Board may establish committees to help carry out its responsibilities. Committees 
will be used sparingly to preserve the Board functioning as a whole and will never 
interfere with delegation from Board to Executive Team.” 

Phil reported on this end, noting that we have few committees that report to the Board, which 
include the Nominating Committee, Long Range Planning Committee and Expansion Task Force. 

- Josh noted there are no subheadings, specifically Nominating committee, which only says how 
they’re elected. Need to have some sense of process for nominating them. Nominating for the 
board is a flashpoint for many church conflicts, urge using this as an opportunity to explicate what 
that process is. (key points, criteria, key steps). Search team as well. Could ask groups to 
document their process. 
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Action #5:  Board to revisit this policy (GP #5) when we review all policies this summer.  

d. BETL #3 – Delegation to the Executive Team 

“The Board’s job is generally confined to establishing top-level policies, leaving 
implementation and subsidiary policy development to the Executive Team.  Accordingly, 
the Board will instruct the Executive Team through written policies that prescribe the 
organizational Ends to be achieved and proscribe Means to be avoided, allowing the 
Executive Team to use any reasonable interpretation of these policies.” 

Phil reported we proscribe through Executive Limitations and leave to the ET to implement. If the 
ET works toward Ends and remains within their limits the Board won’t interfere. It’s a work in 
progress. Board has been doing a good faith effort to write policies and we’re just moving into the 
monitoring phase, which has exposed where rewriting is needed. Open dialog has been respectful 
and helpful in exploring these. Ends and limitations will be updated in the coming year. 

Barbara: Asks us to consider timing of review. Last year the Board and ET met in August and set 
up goals for the year. Goals are a means of what ET should be doing, e.g., spiritual practices, 
social justice process. Are these something the Board should be talking about with the ET? The 
program staff comes up with a plan for the next year now – too late for a Board/ET retreat over the 
summer. Makes it difficult to implement. Suggest Board addresses what our goals are and who 
they are for. (Nancy: To become part of our leadership retreat planning – what are the goals and 
who participates?) 

Action #6:  Board to add this to our summer leadership retreat planning – what are the goals and 
who participates?  

10. BOARD ACTION ITEMS REVIEW 

a. Updating Policies  

Didn’t discuss. Nancy will draft plan for feedback. 

Action #7:  Nancy to draft plan for updating policies for FY 09-10 and how to provide feedback.  

b. Updating By-Laws  

Need subcommittee of 3 board members to discuss timing and process for updating our by-laws. 
Marilyn, David, and Michael volunteered. Rev. Josh offered to assist them in these efforts. 

Action #8:  By-Laws Subcommittee to convene (Marilyn, David and Michael with Rev. Josh 
assisting) to begin process for updating by-laws.  

c. Annual Meeting Plan Review  

Marilyn thought food was great, people didn’t stay who ate it. Parents with kids had difficulty 
staying through. Thought discussion went too long, too many of the same people saying the same 
thing. Nancy indicated one person was very confused about what we were voting on – need to 
clear that up next year. Josh was impressed with how quickly it was over, thought it was clear and 
people were respectful.  

d. Strategic Planning  

Marilyn reported that within 2 months there will be a preliminary plan forthcoming from the team. 

e. Leadership Retreat 

Potentially the third week in June, but will survey leadership via email for acceptable date(s). 

Action #9:  To establish summer leadership retreat date via email. 

f. Meeting assignments 

Assignments were distributed in this month’s Board packet, Nancy noted we’ll be skipping Chats 
with the Leadership for the summer. 

g. Election of UUA President  
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Absentee ballots available for voting even if not in attendance at GA. To offer ballots to those who 
attended JPD conference and heard the Presidential candidates speak. Those interested include 
Jeff Lott, Phil Dowd, Marie Oakberg, and Elyse Reznick. Nancy asked if the Board was OK with the 
Klings representing First U at GA, since they still have a membership with us and Dover does not 
have delegates.  There was no objection from the Board.  We have two slots open of our 10. 

Action #10:  To distribute absentee ballots for UUA President election to Jeff Lott, Phil Dowd, 
Marie Oakberg, and Elyse Reznick, among others who are interested. 

h. Action Items Review 

See updated Open Actions table on last page. 

11. CONSENT AGENDA 

• April 20, 2009 Board Meeting Minutes 

• April 27, 2009 Special Board Meeting Minutes 

Motion #5 To accept the documents in the Consent Agenda as written.  
Motion seconded and approved unanimously. 

12. PROCESS REVIEW  

Phil reported we followed our covenant and good discussion on metrics during reporting and mention of 
future plans kept us out of the weeks and focused on where we are going. By rotating observers each of 
us becomes more aware where we’re going and pulls the group back from minutiae.  

13. CLOSING WORDS 

David offered our closing words and left us laughing. 

ADJOURNMENT: Motion seconded and approved at 10:15 pm. 
 
SUBMITTED BY:  Cindy Cohen 
  
 

Open Actions Log from Previous Board Meetings  (Updates in red) 

Date 
Assigned Action Item To Whom? Date Due Status 

April Board to meet again next Monday (April 27
th
) 

to review next draft of budget. Cindy to 
reserve room. 

Board/Cindy April 27 Done 

April Deferred some Board Action Items to next 
meeting’s agenda (Updating By-Laws and 
Updating Policies)  

Nancy May 2009 
board 
meeting 

Done (on May agenda) 

April Annual Meeting Planning subcommittee to 
meet 

George, 
Marilyn, 
David, Cindy 

Prior to 
annual 
meeting 

Done 

February Investment Subcommittee for EL #6.8 to craft 
by-law revisions and create Executive 
Limitations. 

Phil, Barry 
and Nancy 

Ongoing March: To revisit in April or 
May 

April: Next month 

May update: Not done (on 
May agenda) 

February Financial Planning and Budgeting 
Subcommittee for EL #3.1 to prepare new 
recommendations. 

Jeff, 
George, and 
Nancy  

Ongoing March: In progress 

April: Next month 

May update: Discussed at 
meeting, revisions to come. 
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Open Actions Log from Previous Board Meetings  (Updates in red) 

Date 
Assigned Action Item To Whom? Date Due Status 

February Board Job Description (GP #2) policy unclear 
in some areas; to consult with Rev. Dan 
Kantor at First U-Dallas on their policy. 

David TBD March update: David has info 
from website, add to April 
meeting agenda. 

April update: David to email 
board info. 

May update: To add to June 
agenda. 

January Engage an outside auditor, on behalf of the 
Board, to audit books at the end of this fiscal 
year. 

Steve June Board 
Mtg 

(Not due until June 2009) 

November #4 – EL #7.4 – Compensation and Benefits 
Policy – Subcommittee to report on progress. 

Nancy/ 
David 

Tabled  
(date TBD) 

Jan-March: No action 

April update: Add to July 
agenda 

August #3 - David, Pam, George and Nancy to 
convene new communications 
subcommittee.  

David, Pam, 
George, 
Nancy, Jeff 

September Nov update: In process. Jeff 
and Pam co-leads.  

Dec update: In process. 

Jan-March: No action 

April update: Add to June 
agenda 

July #6 – Board now official project “nudgers” for 
church sign; Jeff taking on role, to gather 
input on status and report back at August 
meeting. 

Jeff August 
board mtg 

Nov update: Demolition to 
occur any day now.  

Dec update: Demolition has 
yet to occur; design details 
still in process. 

Jan update: Sign being 
fabricated and will be 
installed when completed. 
Will check whether can be 
done by March 15 – Josh’s 
installation. 

Feb: Still anticipating by 
Josh’s installation. 

March update: No update. 

April update: Base installed, 
sign coming before Annual 
Meeting. 

May update: Done. Turned 
over to ET. Staff to be trained 
this week to use software. 
Messages to be displayed in 
near future. 
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Open Actions Log from Previous Board Meetings  (Updates in red) 

Date 
Assigned Action Item To Whom? Date Due Status 

July #8 – Treasurer to follow up with ET on 
methodology for contacting non-pledging 
members 

Steve/ET September 
board mtg 

Nov update: Finance Team 
subcommittee in place, to 
provide recommendation to 
ET. 

Dec update: Subcommittee to 
meet in January. 

Jan: No update 

Feb: Finance Team 
subcommittee has developed 
procedure, almost ready for 
passing. 

March update: No action. 

April update: (Josh question, 
but he’s on paternity leave) 

May update: Done. 

 


